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+ . The 38th meeting of the CIA Career Council convened at 3:00 p.m.,
Thursday, 10 Jenuary 1957, in the DCT Conference Room, with Mr. Herrison G. Reynolds

presiding . . . ,

MR, REYNOIDS: The meeting will please come to order.

25X1A9A

We welcome place as the

Deputy Director of the Office of Training,
You have before you the minutes of the 37th meeting, for approval.
Are there any comments, errors or omissions?

MR. KIRKPATRICK: In paragraph 6, Bob [ Amory 7/, the minutes read that
25X1A9A

[ 1 wi11 ve replaced eventually by |:| 25X1A9A

MR. AMORY: Theat is incorrect.
MR. KIRKPATRICK: I thought| ] would be the representative o@5XTA9A
that Committee and he would be supported by:l - 25X1A9A
25X1A9A :l To be supported by ] 25XTA9A
MR, KTRKPATRICK: Because we decided it was best not to have technicians
on the Committee, just as backstoppers.

MR, REYNOIDS: Any further questions? 25X1

25XTA9A |:| Apropos of parasgraph 6 » the Notices - hea,dquarterlel—
which are for the Director's signsture, are on their way, gathering the necessary
concurrences and signatures, and are on their way to the Director's office.

25X Regulation :l the headquarters regulation which the Council
approved, 1s on 1ts way to the DD/S for approval. The Language Committee is prepared
to make a report two weeks from today. I think e great desl of progress has been
made and we belleve we can meet the deadline of 1 February, of having all the notices
ready for publication then.
MR. REYNOLDS: If there are no errors or omissions » the minutes as reported

here to you stand as read.

The Director has epproved all the candidates we have recommended for

25X1A9A
the colleges, and we have an extra one for the Natlonal War College--which is -
80 there are three going to the Nationsl War College. We got an extra slot.
25X1A9A |:| We were formally ellotted three slots this time.
MR, KIRKPATRICK: TIs this permanent? 25X1A9A
25X1A9A I 1 wo, it's not permenent. | peys he still

1
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hopes to get five, but the best he could do this year was three. The Armed Forces
Staff College hes given us an extra slot thaet somebody else didn't fill, so, in
sdaition, | | will £111 that one. 25X1A9A

MR: REYNOIDS: Items 2 and 3 on the agenda are stricken from today's
activities, item 2 at the request of the ID/S, and item 3 at the request of the
Chief of Operations, DD/P.

MR. KIRKPATRICK: Are they going to raise their ugly head sgain?

MR. REYNCIDS: Not if the Deputy Director of Support can prevent ltem 2
bfrom ever again being ralsed. He thinks it's working out without papers.

MR, KIRKPATRICK: I have two pages, single-spaced, about our thoughtg--
if it's going to come up sgain.

MR. REYNOLIDS: Would you deep-freeze those?

MR, AMORY: In other words, we live from hand to mouth on this?

MR. REYNOLDS: That is what Red would like to do, because he says he
thinks we can work it out that way, and he'd rather not heve it snarled up~-because
you're in the middle, Bob, and the DD/S and the DD/P are at opposite poles.

25X1A9A [ | 1t's e problem bebween the DD/8 and the DD/P. The ID/I is
not particularly involved.

MR: REYNOIDS: Item 3 will be postponed until the meeting of the 22nd.

MR, KIRKPATRICK: The Biographic Profilef
25X1A9A : Yes - but the DD/P is not ready to discuss it.
MR. KIRKPATRICK: Before you surface 1t agein, will you kindly delete the
sentence: "It is estimated that Profiles for all persomnel will be completed by
31 December 1958." I d.::zn't see why we should mske a commltment like that in &
notice.
MR, REYNOIDS: All right.
Now, item 4 on the agenda - "Emergency Travel Insurance.” T will
read you a short memorandum from|:| Presldent of the GEHA Board of

Directors, dated 4 Janusry 1957. [/ Reading /

25X1A9A

"1. This is to advise you on this date the GEHA Board
of Directors passed a resolution authorizing me as President
to complete arrangements for the issuance of emergency travel
insurance.

"2. Basic outline of this insurance was distributed by
you with the original agenda. You are hereby requested to
advise the Council this insurance willl be available ss soon
as sulteble administrative arrangements can be completed."
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MR. REYNOLDS (Continuing): There is a PS on this memo: "Arrangements

have already been completed" - 10 Januery 1957. So that insursnce is now asvailsble.
25X1A9A | |: From GEHA?

25X1A9A |:’ It's exactly the same program but GEHA i1s now ready to
administer it, and the company is completely unwitting. The company does not sudit

the claims and never knows who is paid.

25X1A9A | But for the seme rates?

MR: REYNOLDS: Yes, the same rates. They take our word for everything, in-

cluding the type of loss or whatever it is. We simply report by number and amount.

25X1A9A | } So the individual takes it out with GEHA?

MR. REYNOIDS: That is right.

MR. KIRKPATRICK: What about the insurance company here? Is that the same

one that submltted the proposal to us?
25X1A5A1
25X1A9A [ 1 Yes. It'snot[ ____ ]it's a group of about 25 who secured

their underwriting from a foreign source. 25X1A5A1
25X1A9A i || handles it, isn't that

right? But the company doesn't even know from what ares of the world the travel

originates. So it's completely "securlty safe."

MR. REYNOIDS: I'd like a vote of approval from this Council for this

action.

MR. LIOYD: Move 1t.

. Thils motion was then seconded and passed . . .

MR, AMORY: I have a questlon that I think is related to this. ILet me
put it this way, does the availlability of this insurance mean that appropriate
officials will not grant emergency orders home for consultation--

MR. KIRKPATRICK: Frequently frowned upon.
.-Off the record . . .

MR. AMORY: I'd like to make one comment [-with reference to the Emergency
Travel Insu.rance], that because of the age of parents--in the upper age bracket--

they would be eliminated, unfortunately. But I realize you can't underwrite 99 year

old parents.
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ks R

25X1A9A
] 1f you have already entered the parents before they reach

the age of 70, you can continue them indefinitely - until they're 99. Isn't that
correct, John?
25x1A0A L1 ¥e=
MR. REYNOIDS: We wlll now go to item 5 of the agenda. We have[_]. 25X1A9A
25X1A9’b wlth us, from the Office of Training. Will you address yourself to this,
please?
MR: HEIMS: Mr. Chairmen, before he starts on that may I ask how you lntend
to handle the discussion of this Fitness Report? The resson I ask ig that I took
up this whole matter in the staff meeting this morning and got some views from various
members. of the Clandestine Services sbout the whole Fitness Report form idea, and I
was wondering when the appropriate time would be for me to repeat some of these ideas--
25X1A9A
before|:| starts, or 1s this dissertation, in other words, going to be
entirely directed to the form and certain items in i1t so it sort of obviates a gener-
al discussion of the problem.
25X1A9A MR, REYNOIDS: |:I, would you prefer to have Mr. Helms meke his
comments now?
25X1A%A :l I would prefer, if you don't mind, for him to speak after

this problem has been put in context, to see the relevance snd to. see if you wish to
go further.

Just last Monday I was asked by a senlor officlal in this Agency what
I thought of the Fitness Report. I was feeling very honest at the moment , 80 I saild,
well, I thought the present one was about 5% better than the previous one, and that
left us just about 90% room for further improvement. And I think this is Jjust about
the slze of it when you conslder a single Fitness Report.

Before discussing these suggested changes let me put this into context.

|

The general plan and proposal we're operating under--with the blessing, we thought, of
the Career Councll lest year--was that when we first put the report into cperation, to
leave 1t sit for ebout a year. I think there are many, meny reasons why we don't want
to change these things too often. One 1g the confuslon, and secondly the changes need
to have the participation of as many people as we can get in the Agency both from the
user point of view and the rater point of view, so that everybody understands why the
changes were made. After a year--which 1s just now up--it had been our plen, and

st1ll 1s our plan, to do three kinds of research. One is to go back to the consumers
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Or users of the report, who, in general, are the personnel people and the Career
Bervice Boards, end sit with them the way we did last year to get all the suggestions
that we possibly can. Tast year we didn't do one thing which I had very much hoped
to do and that was to get more information from people that are farther down the
Iine, who have to fill it out, so that we can obviete some of the mlsunderstandings
that sometimes occur after we put out the report. I think some of the questions
that are coming up todaey and on which we are Proposing some revision, would have been
obviated i1f we hed had time to do that particular step. The third type of research
1ls of a statistical nature, that we accumilate reports over the year in our office,
and we are Just now beginning to tally the results to see how people are using the
different sections and then this gives us a basis for meking some suggestions which
are concrete and basic, which can then be reviewed by all the senior people and we
can plan an educationsl or training program, or whatever you wish to call it.
It became evident that becsuse of the lack of & try-out there was
one partlcular part of this scale that was very weak. Thls was the scale on potentisl
for supervisilon. We got meny; many questions, and we took a sampling of the reports
out and found that pecple were filling them in in & wide variety of manners, and we
are getting many, many “omits." This fact made us very sympathetic when the Career
Council suggested that we look at this. Now I'm hoping that this would be the only
major change that would be considered at thisg time, and that we can then go shead
with this plan and come up say 1n Septenber with & very full report on all the data
we have been able to accumulate, and at that time consider whether a more radical
revision should be made. As long as we were tampering with the report and as long
as it was Just about time for a re-print we did consider some other changes that we
think are relatively minor. And what I would like to request of the Council would
be to comsider each change as we go through it and either approve it or not approve
it, and thet then we could go mhead and heve a very gqulck dry run and be ready to
re-print the form within 30 days.
25X1A9A [ We have to re-print the form anyway. In other words, do we
re-print 1t with revision or without revision. Thet is one of the issues.
MR. REYNOIDS: Dick, would you like to comment now?
MR, HEIMS: In other words, this research is going to go on until September--

this exercise will go on until then?
25X1A9A |:| In September we would have a full scale proposal based on

5
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these three types of research, and at that time the question would be wide open as
to whether we want this type of & report ; Or any report, on the basls of information
we have been able to assenmble.
MR+ HEIMS: 8o we can meke certain changes now but in September the whole
thing will be wide open.
25X1A9A |:l In September there would be a much better basis for a mature
and consldered decision than now.
25X1A9A |:| Let's sbtart at the top of the Fitness Report form and go
down. The first arrow on the Torm refers to the addition of a serisl number. I
think the reason for this sddition is clear o everybody. We are getting big enough
now that we have so many John Joneses that we have to use birth dates to keep them
geparate. Bo if we can get them firmly identified with & serial number, everybody
will feel more secure.
25X1A9A [ TIt's purely en sdministrative type of change that wouldn't
affect the user. It refers to the subject of the report.
MR. AMORY: Would that be the same as the badge number?
25X1A9A [ ] No. But everybody does have a personnel number right now.
It*'s necessary to handle the machine records system of personnel records, and this
will facilitate the administrative machinery of handling Fltness Reports, by having
the nunber on the report.
25X1A9A [ 1 would you care to react to each item as I go along?
MR« TLLOYD: Who would put on thet nunber?

25X1A9A |:| The Office of Personnel.

MR; REYNOLDS: They get that number on their machine records.
25X1A9A .
|:]:, we will assume these changes are agreeable, unless there
1s some gtrenuous objection.
25X1A9A |:I: The second arrow refers to splitting item 9 into 9A and 9B.
Formerly it was Jjuet for the period covered by this report, but sometimes thet period
wes 80 radically different from the time the supervisor knew him, ‘tha.t we wish to have
this in Z__9B_7' to better interpret the report--how long has this man known him.
25K1A9A 1 This same item is in Part II - POTENTIAL, and ve're sdding 1t
to Part I to meke it consistent.
25X1A9A [ The third arrow refers to a little more systematic infor-
mation from the reviewlng official. I think this matter of how these reports should
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be reviewed 1s one of the more serious problems thet face us in the coming years, to
try to develop the right kind of policy. This particular section has been used so
differently by people that we thought we would like to put in one standard item and
then encoursge him / the rater / to add to that.

MR. AMORY: This is en improvement. There are times when you don't want to
put in a long exegesis on the thing but you do want to indilcate your bias would be
upward or downwaxrd.
25X1A9A |:I At the moment there is no machinery for doing that.

MR. AMORY: Couldn't there be a box to check when there is no asppropriate
reviewing officiael? I have to put that in. For a guy that works on my staff it
isn't fair for General Cebell to have to review the report -~ he doesn't see enough
of his work. The same goes for tl.he people under me. I know the line directors one
removed from me, but a guy that is a pure office boy or executive secretary to a guy--

MR. REYNOIDS: Then that would be No. 5 here under item 2: "No appropriate

reviewlng official."

25X1A9A | |: I thought it should be permlssive to explein in what

respect we would rate him higher or lower. I do 1t by memorandum now.

25X1A9Al l: The next box is for that /[ 2.A /.

MR. AMORY: This doesn't prevent you from writing a thousand-word essay

on the guy, if you like.

MR. REYNOIDS: Wouldn't you say - "see 2.A, below"?

25X1A9A | | Yes.

MR. REYNOIDS: Any further comments on the third suggested change?
25X1A9A [ 1 We will =dd to item 2, then, a 5th box: "No appropriate re-

viewing official.”

25X1A9A | | Section C - Job Performance Eveluation / the fourth arrow_/

has been clesned up a little so as to make clear in the first item when we say "he is
incompetent" we mean "for the current Job," because the supervisor is not in a
position to know whether he would be incompetent in some other position.

MR. HEIMS: I realize this is probably not the time to raise this question--
and T will see that it IS raised in the September exercise-~but I think there are too
meny of these distinctions. I think maybe we can cut out a couple of them. Because

in 8ll the ones I've seen, 5 and 6 are sbout the only ones that are ever used, and

possibly 4, but never the others.
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25X1A9
A ) |:|: Thig is the type of thing we will have information on and
recommendstions concerning this matter.
The only other chenge in this scale 1s that we have added to item 2

there - "barely adequaete in performence" - Although he HAS - HAS NOT had specific

guidence or tralning he often fails to cerry out responsibilities - just as a means

for a little further clarificetion of number 2.

25X1A9A | | 1If we're going to contimue item 5 here /A fine

performance: carries out meny of his responsibilities exceptlonally well], I would
like to change the word "many" to "most" - because 5 is so often near the top that it
ought to be "most" instead of "many. "

MR. HEIMS: Yes, that's all right.

25X1A9A |:| The next arrow [ fifthj ig on the bottom of the next page--

Suitebility for current job in organizetion. Here we were caught in a loglcal incon~-
sistency because of the way thils scale was developed, and there wae some confusion as
to whether 1t referred to organlization or current job. We've cleened it up through-
out, in order to make 1t refer to current job.

MR. AMORY: Isn't Bection D entirely repétitive of whet we were Just talking

about?
25X1A9A |:| This is the summation of all of them.

25X1A9A :l The first one concerns Job performance alone, regardless of

the clrcumstances that surround his work. Tor example, a person may be a Very dis-
ruptive influence in your office but he may be a very highly productive person, 80
you rate him high on his performance bub considering the disruptilve influence thing
you may not consider him as desir_able as his great productivity might tend to make
one belleve.

25X1A9A  wm. mm::, if you were sitting with me when I was filling

these things out, I would make them out twice as fast.

: I'd be he to come over and try.
25X1A9A wRy

Your remark [ indicating Helms] leads me to ask for about

thirty seconds of the Council's time. I feel and have felt for a long time thaet if
we could have a short training course where somebody could go and really find out
how to do this and, whether he wants to adopt it or not, ab least he can get expert
advice.
MR, KIRKPATRICK: How to do what?
8

-3
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25X1A9A |:|: How to use and make out this report.
MR. KIRKPATRICK: Why doesn't the Office of Training put i1t in thelr Basic

Mansgement Course and catch them at that level?
25X1A9A [ ] 1'a like to go one step further--and T know you won't buy it--
thet nobody be allowed to rate anybody until he had done this.

MR, HEIMS: How right you were!

MR KIRKPATRICK: You G-2ed that perfectly.

25X1A9A [ ]¢ I'a like to say that that 1s one of the problems we are con-
cerned with in this overall survey.

MR. KIRKPATRICK: Yes, Ed, but the basic problem 1s that we assume we are
getting to the stage now where most of our supervisors are rather intelligent people
who do heve supervisory sbility, so it seems to me 1t is more criticism of the form
than the supervisor if he has difficulty rating it. To be perfectly honest, I'd much
rather write e narrative rating of the individuel than cope with this, because I

always feel this 1s more of a psychologlcal assessment of me than of the person being

rated.

hat is what I em holding back until September! Laughter
25X1A9A g ep [Laughter_/

¢ I think I can reassure you on that point, that in September

I really will have the evidence, I think.

On the next page - Part IT - POTENTIAL, we have already considered the
first two arrows there [ sixth and seventh], 80 we get down to what really is the
major item [-eighth_], and here I'd like to just meke two comments before you take
them up. One is thet we had been working on this because we felt 1t was bound to
come up, and if 1t dldn’*t ever come up we still wanted to have = better form to pro=~
pose next Septerber.

The second comment 1s that we tried several varieties that looked
more like the one that was In the present form, and some of these varieties were sub-
mitted to the Task Force--these gentlemen sitting here. They liked the one we have
so much better that we are not even boring you with the other ones, which were much

more complex and cumbersome - to our minds--to mine, at least--thig is the one to

be preferred and the most simple.

25X1A9A | } Mey I ask a question? What is the purpose of putting
a space here for "such as" - when you've got "for exemple" in parentheses undernesth?
25X1A9A | |, would you like to answer that one, since you

ema[ '} 25X1A9A

P80-01826R000800030044-7
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25X1A9A E Becauge of the wide variety of jobs in the organlzation, when

you are talking sbout a person's potentisl if you can talk specificelly about a certain

kind of job it makes that much more sense.

25X1A9A * And ignore the parentheses in certain cases?

That is correct.

25X1A9A

You could do this without the Parentheses. You could teke

the parentheses out » slnce you're asking the individual to specify the type of
sltuation.
MR. KIRKPATRICK: I think the parentheses are valuable » however.
25X1A9A |:| The parentheses are there to indicate these are examples

and not exhaustive.

25X1A9%A | | 1 had enother question. Why isn't item 2 under

Section F provided with the same sort of thing as item 2 under Section B in Part It

For the reviewing official?

25X1A9A : That wae a sheer oversight. It should have gone in there.

We should have the game thing there for the reviewing

officisl.

25X1A9A [} he reviewing official was a little bit overlooked [in
drawing up the original form] at the beginning. Perhaps I am more respousible for
that than anyone else primarily on the basis that in this Agency there are so many
reviewlng officials that do not know the subordinste one step removed very well -
they don't see him enough, and therefore we Telt the reviewer's main function was to
see to 1t that his subordinates were going ebout their rating consistent with the
reguletion, and therefore we hadn't put it in Part II very deliberately. But since
we have it in Part I, I think it would. be desirable to find room for it in Part IT
if we can.

MR. HEIMS: May I ask a question? According to the directions here you
have to fill out each of the followlng supervisory situations > but it seems to me
in the Agency in the lower categories there are literally hundreds of people whom
you couldn't possibly rate on some of these things because they would never be in
that position ever ever.

25X1A9A [ 1f you look at the rating numbers there - "x" says: "have

no opinion."

MR. HEIMS: That ies a little bit misleading. Couldn't we change the wording?

25X1A9A | | Put in "man.

10
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25X1A9A [ ] "MA" would be all right. We do want the person to say he
Just doesn't know, although it may be epplicable. "Have no opinion" or "NA."
25X1A9A [ 1 "x" -"Have no opinion" or "NA" - not applicable.
MR+ KIRKPATRICK: Now, just one question. What sort of s group do you have
in mind in your third category down: Directing s group, who may or msy not be super-
visors, which 1s responsible for major plans, organlzation and policy.

25X1A9A
|:|: Staff operation. For instance, mine, I believe, would be

a staff operation.

25X1A9A I

: Where they are all planners and there are no super-
visors.
25X1A9A | | Then the last change / ninth / on the top of the next page,

and it sluply elaborates the directlons in the hope we can get more of a narrative,
which some pecople desire to see more of.
MR, REYNOLDS: Any comments?
I would think the Task Force menbers should meke statements, if they

will, as to whether they had any additional comments they wanted to make.

25X1A9A | [ 1'd 1ike to ask if any consideration was glven to

Section I? Some of these things are a little confusing to me.
25X1A9A : This is the one where we would like to present evidence

in Septenber as to how people are using them.

25X1A9A | | One of them here is "ls security consclous." Every-

body is, except a few, and if they're not you take actlon against them. So that
seems superfluous. Also, "is observent." The most important oné, I think, is
"Implements declsions regardless of own feelings." It seems to me there ought to be
categories of welght here--he thinks analyticelly and he thinks clearly - there may
be a distinction there.

25X1A9A |:|: It's the way these are used thet will give you the cue.
You will remember last year some evidence that I presented, that out of the first 50
reports we had 50 suggestions for additions. I think when we look at the data to
see actually how the raters at various levels are using them this gives us our
strongest tip-off as to which ones we ought to revise, and then see 1if we can really
define it better.

MR, KIRKPATRICK: I wonder how accurate that tip-off is golng to be,

because, for example, when I do that part I try to be conscilentious sbout the numbers

I put in; but, on the other hand, I am also pretty careful as to how meny 5's I put
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in on any person, because I am one of those nasty persons that doesn't believe anybody

is perfect.
25X1A9A |:| T think I can present some deta which will show some

difference between these.

Pratreo B m—N ' ~ -
25X1A9A : / tol |7 Ten't it your policy that there is
nothing to be ashamed of in being an average person around here?
25%5%)& 9A | | Yes, in line with | b "Bternal Vigilence"
peaper.

MR, KIRKPATRTCK: But if you look at some things people fill out you would
think we have an Agency of paragons - they do everything.

MR, AMORY: What do you mean by outstanding - the top 1%? The way I look
at it, with having five categorles, the top 20% deserve raeting 5.

MR. KTRKPATRICK: Maybe what I em looking for is some guidance as to how

many 5's you give, or 4's,

25X1A9A Or whether 5 means the top 20% or the top 1% - that factor.

+ We're not qulte as bad as the Navy - in one exercise 90%

of their people were in the top 10% of thelr rating scale. 8o 90% of their officers

were in thet top 10%.

MR. AMORY: On the last one I filled out it seid of the officers you have

known of the same age, experience and grade, where would you plece him?

25X1A9A | | I think they still use it.

MR. REYNOIDS: And the one I liked - would I accept him or not want him--
which is the one I always liked.
25X1A9A |:} You will note the major revisions follow this glant of
asking whether you would assign the man, which is somewhat the same philosophy.
MR. REYNOLDS: Any further questions?
MR, HEIMS: Just an editing knit-pick. I think we might spell "preceding"
right - on the top of the last page there.

MR. REYNOIDS: Are there any comments to be made by the members of the Task

Force?
John? You feel strongly sbout & lot of this.
25X1A9A :l T would, with your invitation. I have a question firet. Is

it understood you want the Task Force to contlnue as 1s?

MR. REYNOIDS: Yes.
MR, KIRKPATRICK: I should think, Harry, if we could devote the last of
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this meeting to hearing from the members of the Task Force, and them from us, 1t
wlll be better geared up.

25X1A9A |:| 1'd like to talk to you for & very few minutes sbout this
metter because it will be a guldance to what you will expect of me as & menber of the
Task Force. But I don't set forth this point of view from that angle alone, nor do
T get it forth to add to what Ed has said, that maybe we ve added 5% to something
which he values as & 5% thing, with 90‘}{1 to go. I agree, but I em not saying what
Tt've gobt to say to buttress him, but, rather, I have two points. No. 1, T have felt
strongly ebout this whole matter for meny years, and in perticular since I've been
here. This feeling has been further strengthened by the Director's own New Year or
Christmas message whereln, in second position, he has sald to us, the supervisors of
the Agency--and in particular to the seniors--he wents us to raise the competency of
the Agency. That mesns to me that I raise the competency of the Mensgement Staff.
This whole matter--I feel very gbrongly--1s perheps the most important matter that
you men could worry ebout. Herein lies our No. 1 asgset--thls asset being people--
and we handle them badly. We all need much more explicit guldance in how to handle
pecple, and this ig a focal polnt in connection with that guidance. T think that you
could properly, as the senior policy group of the Agency, require--with & capital R--
your Task Force, being the focal group dealing with this, to come up with some $64
dollar answers--and we haven't touched them yebt.

Now, to come to grips with it, T would suggest to you that this whole
matter 1s a terrifically complex one in which there has been verying degrees of
progress all over the United States, and some people haye done far better with 1t
than others. It's not too gifficult to find out what they have done, and I have
fully and thoroughly and completely in mind that one does not tgke what somebody else
has done but one deals with principle and learns from bad and good experlence else-
where. And I know it haes been done better elgewhere than we do it here, and in some
places better than 1t has been done by the majority of people dealing with this In
the United States.

8o T suggest to you, then, first, that this is & heck of a complex
metter apnd that our only obligation here--yours--1is to insist we move forward, and
whether or not we hold up the printing of forms just because we heve & dete in front
of us and don't want to meke & chenge because it might stop us from doing that--this

ig ridiculous--if we need & change, let's make 1t - let's move forward. And I'm
13
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asking you to put the bee - the iron - on the Task Force in terms of moving forward
to bring up to you constructive changes, and let's put them into effect, 1f you will
buy them. What better economy 1s 1t to waste $50 with a fewer mumber of forms,
thereby giving us a chance to mske another change. The more we change--I'll exagger-
ate now--the more we chenge the more do we direct attention to this important matter.
That was an\exaggeramion, so don't quarrel with me.

Next, in terms of complexities for ourselves, aside from the fact the
subject 1s complex, is the fact of disparate Jobs arcund this company of ours. I
heve never seen a place where they are so varied, where the demands are so different,
where the descriptions are so different, where there are so many different ones. All
right, that adds to the complexities and just mskes the Job a little harder - so what?
And now I'm beginning to hit into what is important--I'll say, relatively, what is
MORE imporfant--the development of competence criteria - we haven't touched it. One
of you--I think it was Bob Amory--sald words that fall into my lep. I think that I as
a supervisor, and hence you as a supervisor, ought to come out with one word sbout a
guy and not 29 - what the Director is inférested in and what you are lnteresgted in: Is
the guy on the make? Is he just an "also ran" or, after you have trained him, 1s he
meeting the standerds we want to have the Agency move forward to? There are three.
Why shouldn't you require me as a supervisor to tell you that I've got "x" number of
"plus" people--and I'1l give you the definition of "plus" people--how many “average"
people, after you've trained them, and how many "aversge-minus" people or "less than
average-minus" and then yoﬁ can ask me: Where the hell are you going wilth the Manage-
ment Staff with that kind of set-up? In other words, let us not mske our end product
too complex so we can't assess what we have got and put the heat on getting better.

Next, the whole matter of protection of these Fitness Reports. The
reason you get 4's and 5's and the reason you don't get the truth is because the
supervisor doesn't have confidence 1n the protection of what he says, and that is not
solely the Office of Personnel's responsibility. They are aware of this and they are
trylng to correct 1t, bub it's the responsibility of thee and me, too. When we ask
for a Fitness Report, who sees i1t? Anybody that wants to. How do we conbrol 1t? So
it's between the Office of Personnel to tighten itself up so that only authorized
people get these things, and so that the whole supervisory group knows that and be-
lieves in 1it, and has falth ia it, and then it's up to the offlces to recognize

this principle and protect these things. Until that ls done and accepted you won't

1k
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get truth, and until you get truth you cen't move ahead, because wlth our ceiling
position the only way we are going to move shead 1s to move out the drones to make
room on the T/O's for potentially better people, end 1f we don't move out the drones
we asre stending still or slipping back. I visuallze any compeny--and in particular
this one--ls not too unemalogous to a guy rowing a rowboab. Unless he rows better
than the other people in the river, he is falling behind, and in our company here
we can't afford to go down the river too far. End of gtory.

MR, REYNCIDS: Any comments by the other menbers of the Task Force?

25X1A9A : I have nothing to add. I agree it is & complex problem.

MR, REYNOIDS: Dick, would you care +to make any comments now?

MR; HEIMS: I will be very brief. One of the things T would much appre-
ciate the Task Force taking a nhard look at is msking the narrative report--which is
now permisgsive for 16's and a'bove--—apply farther down the line. I don't know
whether this is a good idea OTr & bad one - T have no judgment in the matter, but it
has been railsed and I do thlnk it deserves a good look, because it was the sense of
the meebing this morning that if one were to list a serles of poilnts that you wanted
the supervisor to touch on in & narrstive report, that thet wae a more useful docu-
ment when the fellow was golng to a new station or being recrulted by another Division
then the Fitness Report in its present form. I don't know whether this is true or
not. I simply railse it es something maybe worth looking at, maybe for the 12's and
gbove, or the 13's and above.

The other thing 1s much more minor--I've already touched on it here--
and that is in filling this form out elmost everybody felt there were too meny alter-
netives gilven, and that really when they looked st 1t there weren't too meny things
here that they cared a 1ot ebout, and that when you nad six things above average, ete.,
he was elther sort of gray or black - unless he was absolutely no good, and in that
event you didn't need to go through the whole routine of filling out the report in
detall.

go I think what 1t comes down to when summarized 1s a more simplified
form then this one., And the other question ,I ralse, without any specific recommend-
ation at all, is the desirability of having a narra’s'ive—type report.

25X1A9A |:| could I ask & question, as a member of the Task Force, for
25X1A9A guidance? My question stems from remerks which both I:land Mr. Helms have
25X1A9A  pede. I:laddressed himself to the extreme complexlty of our situetion and

the greab diversity of jobs, and Mr. Helms suggests a different kind of report for
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the higher group of people. The Council last year decided that there should be only
one Fitness Report form in the Agency. There is opportunity and legitimate room

for discussion, at least, of more than one. For exemple, at the one year point--
what shell I call it?--et the Jjust prior to the end of the probationary period -

the first year on duty--a nunber of specific questions need to be answered to deter-
mine whether that 1ndividual will be on the rolls one minute past midnight on the

one year anniversary of his E.Q.D. At the three-yeaf 'point another kind of deta
might be eppropriate, which has to do with membership in the Career Staff. But after
a man has been here for twenty years naybe what you asked at the end of the flrst
year and vwhat you opine at the end of the third year, is no longer sppropriate in the
20th year. » Thet is one possibility.

Now my guestion--for guidance--is it & closed book that we should
have only one report or would you 1ike the Task Force to consider the possibility of
adapting the evaeluation system to the complexity of our Agency?

MR, HEIMS: I think those gquestions--at least as far as 1 am concerned -~
the Task Force is golng to rip this open, and anything comes under review that makes

25X1A9A eny sense st all. I would certainly think it was desirable to look at that, anyway.
We have gone through this thing twice--Kirk and I have, and |:|—-and as John
25X1A9A
says, I don't see a it of harm in constently reviewing this process. We have
to struggle untll we get something we 1ike, and it doesn't make much difference how
long 1t takes or the work that 1s involved.

MR, KIRKPATRICK: Tneidentally--to go back to your proposal, Rud, aboub
pbeing exposed to training on it--there 1s an ares where those of us as reviewlng
officisls can go back and meke sure that the supervisors know how to do 1t. I think
{f the echelons work that wey, you will find this will lmprove very fast, and then
if the Baslc Management Course hits them - we should soon have the problem licked.

25X1A9A |:| If reviewing officlals will discuss this with the raters and
point out how the reter has missed a significant agpect of it--1f he has--or how he
is good or bad in the way he rabes.

MR, KIRKPATRICK: But I want to second Dick's point completely. I'd like
to see narratblve descriptions as a substitute avalleble at eny time for the Fitness
Report. That mlght not satisfy you for research purposes, Ed, but I think a narrative
description based on tpiegse cover the following points: What 18 his personality?

What is his Jjob competence? Is he dedicated to his work?" - and so on down the line -

"3ugt cover these points and say it in your own words."
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25X
TA9A :l We could have such a provision as: "This narrative evalua-

tion is submltted in place of filling out the form" - for enybody. If it's more
appropriate for a narrative type, then do it that way. That is a possibility.
25X1A9A MR, HEIMS: I éee the narretive 1sg helping out a great deal on one of the
points |:|made , which is complexity - because we have a very unlque Agency.
There are all kinds of fellows - G8-13's - who have varylng degrees of ebillity. One
has had one year's experlence, another five years end snother seven. You know there
are certeln techniques this fellow is good on. Well, it is much more helpful to the
fellow who is to get him next to know that he is short on this and long on thet, than
to fipd it ell out for himself. Thet is made possible in the narretive much better
, then on a form.
25X1A9A |:| My I meke one point? I'm just listening here, and I'm
sure we will take all of these comments to heart in the way we try to plan to do this.
But T would like to be very explicit on this point, thet the regearch we do 1s to get
enother form. We are not doing one single bit of research on this form that is for
research only. Thise is in the interest of developing for the Agency the best type

of information we can get. T want to meke that very clear.

MR, REYNOIDS: A further comments?
v « 25X1A9A

[ ] As to the sctionon nis now. I propose to meet with[ |

tomorrow, John, and translate what the Council has done into a draft. We will then,

25X1A9A

25X1A9A within a week, I believe-:l has promised we can have a run of about 200 capies--
25X1A9A MR, HEIMS: Why not go ahead and print 1t?
: May I go on for Just one second? The Task Force agreed that
they would try & trisl run with 30 people, ten selected people from the DD/I, DD/8
and DD/P to see if there are any further bugs in here in actually working it out.
After that had been done we could then have this printed and in effect by the end of
February.
MR. KTRKPATRICK: Thet is up to the Task Force. The Council epproved this
form now, and unless you come up with & major bug we won't see 1t ageln until September.
MR. REYNOIDS: If there ig no further buslness to come pefore this meeting,

the meeting stands adjourned.

. . . The meeting adjourned at 4:00 pPeme o 4 o
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